
4 We will complete the diagnostic assessment dunng the first :: weeks of the

process. We will administer our Supervtsory Opinion QuestioMaire (SOQ) to

the remaining supervisors and managers not included in the analysis assessment.

This \Vill provide us 'Nith a profile of the overall groups' strengths and

weaknesses, so that training can be focused specifically on the needs of your

people. The profiles of strengths and weaknesses for each individual will also

help us to follow up and maximize their personal development.

5 Together, we will generate a supervisory behavior model. We will design the

supervisory workshops based on the weaknesses we observed. and reconfinned

by the diagnostic questionnaire administered to your supervisors and managers.

This program will be designed by the 4th week.

6 We will initiate a process in the 1st week to communicate specific LCSC's

findings, proposals, areas of focus, and priorities to all departments. This will

ensure that each group undeistands their part in achieving overall objectives,

the strategies to be utilized in achieving specific deliverables.

7 We will develop operating profiles in the first 9 weeks of the change process

This is the process of identifying all of the activities, volumes, standards,

associated skills levels, quality le":~~s, service levels and document current

systems needs.

8 Data development is the process where we observe activities, and teach your

people to rn.ake observaticns to set bencMw'ks. We will collect information

\Vith your supervisors and managers to establish realistic planning guidelines

that they can use 'With confidence for planning and follow up purposes The data

gathered will also be used to complete force sizing models to establish short

range production planning requirements



9 We will upgrade the management operating systems with the sUpuvlsors and
managers to provide all of the currently missing elements.

• Forecasting • mix, evaluation. cycles

• Accurate planning guidelines
• Staffing requirements determination
• Effective daily plans

• Work assignment and follow-up

• Depamnental and individual productivity reporting
• Performance to plan and feedback - quality, service, cost

• Lost time identification and documentarion

10. A Quick Results Program will occur during the first 10 week.! of the project.
These are elements of the system which can be installed prior to the long term
cul~al change phase of the project. These action steps are outlined in our

Quick Results Schedule.

• Align organization to focus on value added acrivTties

• Area Layout
• Documentation of core flows

• Definition of skill deficiencies
• Correa gaps in training and on development

• Design Hopper· sample order generator to gauge quality and capacity

utilization

11 We will review your current work mix and make recommendations to balance

the resources to clarifY responsibilities, and more effectivety control the work

processes.

12. Preliminary procedures will be '.NTinen to provide answers to system questions

that may arise during the change process.

• Purpose. \\'by each system element exists?

• Responsibility· Who prepares, reviews and takes action from each element"

• Frequency· How often is each system element prt,Jared?

• Distribution· W'here do copies of each element 8Q?

• Preparation· W'here does data come from and how is it used" 002807



1J ~1a.nagement workshops ....,U stan U1 the 3rd week so that managers are

prepared to support and reinforce the more in depth workshops that the

supervisors will be going through. and be prepared to co-facilitate those

sessions in later workshops.

14 Supervisory workshops will start in the 4th week of the change process. These

workshops will cover both the technical aspects of supervision. and the

tacticaJIinterpersona! side of dealing with their people. The program will

involve workshop sessions, to establish the concepts of effective supervision. as

well as one on one follow-up with the supervison to help them apply the

concepu in real life situations. We will coach them on appropriate behavion

required to meet expectations. These workshops support the system upgrades

and assist the supervisors in identification of barriers to productivity, quality

and service. These workshops will also provide the basic skills necessary to

effectively deal wi".h the bamers identified.

15 We will. with your people, enhance the employee skills development process.

We will review the selection process to ensure proper job requiremenu are met.

We will upgrade training materials to include "as is" activities / steps within the

work flows We will incorporate on the Boor supevisory follow up and

coaching to facilitate the mastering of work activities.

16 Employee skills training program.! may be jointty enhanced for key activities

that associates perform. Working with technical advisers from your

organization. we will determine the best methods for various key activities, and

then design programs to teach these methods to future trainees. We will also

assess the skills flexibility for current and expected requiremeau. We will

schedule training wber~ needed and focus coaching to specific steps within the

work processes. This will include integrating your existing training materials

into an ongoing associate training program. Together with management, we will

determine the requirement of such programs by the 6th wee~.

I7. Dry / Wet running is the process where supervison and managers can test and

practice using the various controls to demonstrate the capacity and gain

confidence in the reliability of the expectations that have been set. Dr' / Wet

running includes testing proposals on operating system upgrad~.i. skills

development enhancements, and sample order "hopper" generator system.
002808



18 Weekly progress reVlew meetIngs Will be held between DB&A and the

management of LCSC to review the project schedule. measure the progress

accomplished to date, identify barriers to future installations, and prepare

required action plans to prevent technical and tactical barriers impeding

progress.

19 The change process invol... all employees associated with LCSe, using the

systems and workshops to identify problems causing lost time and taking

appropriate corrective action. This is the point where the final productivity

commitments are reached. Our staff will worle one-on-one with management to

ensure that they truly understand their new roles and achieve their performance

improvement goals.

20. A Resource Appraisal to identifY and respond to additional opportunities for

improvement in the next area oi the order cycle is an additional service that is

offered. The extent and cost for this service will be determined bued OD the

size and scope. The timing s~lould be bued on the progress made by and the

ability of your people to maintain the installarions on their own.

21 A final procedures manual will be turned over to you in the 20th wee~

providing documentarion of all S)'str"1S and procedures dw have been designed

and installed. This manual provides assistance for training new supervUon and

maintaining the installations in the future. This manual will be given to your

people on diskette <MSWord> so they can maintain and upgrade your

management operating system as your business climate diewes.
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EXECLTIVE L'PDATE
fL~AL REPORT PHASE I
QUICK [NSTALLATIONS

Da!e -\Dn!:3. 1997

To K.nsra Tillman. AV'P
BellSouth IntercoMection Services

From James LaRue. Chief of Operanons
DeWolff, Boberg and Associates

P:"OJe<:t = 9'706· BeU 6

PrOject LeSC (Local Camer Service Center)

• Ths project Involves the LeSe's loeaJed in Birmingham. A1 and Atlanta.. Ga. and the
servtce support groups located at the downto'WT1 Atlanta Building

• The orOlect was authorized for a 22 week period • to SW't March 17, 1997 and
complete August 15. 1997. We are working in the seventh week: and this is the final
report For more detail. look at project phases in this write up and in the "Summary of
Findmgs and :\pproach."

• The purpose of the project is to accelerate Operational Readiness Four key
del1verables of this project include:

Detail process flows that are validated. tested and measured
Improve Trauung process that delivers qualified candIdates
Define key Performance indicators
Enhance and install management operanng system to effectively
manage the Key Performance Indiwors

• To summarize. the major benefits of this effort are:
Improved o~racona.l efficiency (reduce head count reqwrement by 51 )
Enhanced service qw.lity to CLEes
Assures Opera.oonal Readiness to meet end of year CLEC forecasts
Significant ocgomg e~se reduction

To date. the program is ahead of schedule. Ph.a.se I aeti'Yities (7 weeks) mcluded
tnstallanon of some "quick installations" initiatives t.b.at began March 17, have been
compl~ and will formally close out M.ay 9



Detail. as a r~(ere:1-:~ pClm ~:-:e :~~ter Qoerate= at (, 50 LSR's per hour (J -5 per da\ i a:
.ne begtnrung or" Lne orOleCl BellSouth has set a target of j ij LSR's per hour (:5 LSR· 5

per da\'l Theoretical ,:aoawy based upon managers estimates. calculates to ~ :'7 LSRs
per hour (:: oer da\) Theoretical capacllY IS based on the current mIx and le\ el of
automatlon The rJ:",.camental barner to exceed the target IS that the Input \olume IS not 1:1

8 ellSouth 's :omrcl [n addition. to [est the capabIlity sbould not be done with I1ve orders
Therefore. \\ hat IS needed IS a means to control the work Input to test performance
(qualttv. ser\lce. and productlvllYI The hopper concept 'With a backlog of test orders IS

being develo.,ed. Ins;alleo to enable :0 test current capability ensunng operatlonal
readiness

PROJECT PHASES - See "Summary of Findings and Approach"
QUIck InstAllations· Weeks 1 through 7 - Phase I of the project Wlll focus on
gaJru.1g control of the work and establIshing the correct management behaVlors I

disc:piU1es
~1ain Installation· Weeks 8 through IS - Phase 11 of the project 'Will focus on
testing the capability of the group. and increase the requirements to apprOXlmate
theoretical capawy Installation of systems for controlling performance Schedule
remedIal tfi!.l!l.1ng .
Adj ust and FoUow Up . Weeks 16 through 22 • Phase III of the project Wlll set
new targets (raismg the bar). mcorporating new products, perpetuating
performance and making adjustments as required.

PROJECT L'POATE
Project IS on last week of Phase 1 Currently, 12 items are in progress and ! 5
Items are ~ompleted One Item behInd schedule Have plan to re-:over In two
weeks We project that by the end of Phase 1all Items blJt project management
v.11l ~e done FIve Items are ahead of schedule In Lnstallatlon phase twO In
sumrna.ry. there are three organizations that DB&A is concentrating
1. Operations· WorkJng \lrith Bill Bolt and the LCSC management to gam

control of the work by the supel"vlSion spending more time Wlth the employees
and genmg a handJe on fundamental volumes, production numbers. backJogs.
current employee skills. and department capability

2. Suppon· Working Wlth Eddie Eng.1Jsh and the SUpPO" orgaruz.atlons to get
them closer to the detail and focus on those activities that affect the

. performa.r.~ on the floor conc~ntTatU1g In orgaruution. skills. and the hand-off
ber,l.een suppon and operations

3. Trainic!· Workmg '"I,.1th darbara Ayers to upgrade the delivery of the tTaJrung
material. testmg that matmaL update the content of the presentatIon. and
dramatIcally shonen the lea.nung cycle for U'NE and more complex work

I. OperatioDS - DeuiJ Write L'p
CODtrol of \\ 011\ . Steps have been taken to gam control of the work Two of the
~o S': 51SJ'J 5,:.!.":t S': eps a:e



E\eCL;[/\ e l.. =,dare

I. Development of ;?rocess flo\\.'s and procedures to IdentIfy the work
;lIslcUiatlon of a backlog control to manage work

.1J1 process flows have been detailed Procedures are being tested

Backlog comrols were desIgned and Installed vvith the front lme supervision to
focus on fundamentals of runrung the business. I ~ backlog levels, distributIon, rate
of input and rate of processing As a result, work has been redistributed for
balance of the workload and for improved cycle time The front line managers have
begun to recogruze differences in indi ..idual performance (qualiry, set"Vlce. and rate
of production). by follo'ol.llng up every two hours 'oI.Ilth every employee The data
collected on the backlog CQntrol is sum.m.arized on a managers report each day and
reviewed WIth the director Demonstrated a significant improvement in
Blmungharn (LSR's!Hr) Atlanta will follow as volume picks up For further
detaJ.Is, see artached findings and approach chan

Managemeat Bebavior / Disciplines· Roles and Responsibilities were developed
for every level. They were developed 'oI.Ilth Bill Bolt and his staff Identified and
listed current supervisory activities that were interfering WIth performance
enhancement In summary, ! manager should spend 6,5 hours per day, (70%+ of
his! her day) should be spent ,n the floor with the service representatives During
the an.a.Jysis 12% of the supervisor's time was spent with their people We
estimate at this time that the supervisors are spending approximately 30% to 35%
'oI.Ilth thetr people, The rest of the day the time is spent on other activities such as
admmistrati've or activities that the support organization should be handling, To
help 'oI.Ilth the supervisory CQntact with the employees, new Boor plans have been
developed, where the seT"V1ce repreSellLAtives in a "U shaped" layout 'oI.Ilth the
supel"Vlsor in the middle Tiffany Ray has receIved the layout and is prepanng for
::nplementation

n. SUPPO" - Detailed Write Up:
Force Sizing I Forecast Feedback Loop - Jim Freeman is responsible of
developing a force sizing model for the LCSC The model is an actlVTty based
model that currently uses supervisory esttrnates to determine the hours requlfed to
CQmplete the work and the total hours reqUlfed on roll to support those hours
The variables associated \WIth the model are volumes, mechani.z.ation fallout.
reasonable expectations. and C'Ul"Tetn productiV1ry levels The ability to model
different situations has been bUIlt m

For the short term. the focus IS placed on developmg the feedback loop, rather
than completIng the development of the forecast Volume to forecast is about 10·
20%, but resources applied are on wget to forecast Thw. the cnticaJ information
needed is the capabiliry of the orga.ruz.atlon as It IS currently crewed The actIons
reqw.red are to keep the capability ahead of the actual volumes CQrrUog into the
centers Such capability should be tested WIth the hopper concept



ProJ~ct Sthedult - The goals for the suppor. organtzatlon The soalls TO Insure
rhat Bel/South IS prepared for Local Interconnections 'W11 h t he requIred processes.
syste:..... I.emer organization. and skilled personnel The ~mena for success has
also been defined for hls four suPPOrt managers resale. facility based. prOVlslorung

ma.lntenance. and tralNng The strategy for catchmg up IS to get closer to the
detaJl by getting on the floor A review m~ting to review the status of the project
schedule has been implemented. ~eed to compliment the detail available in the
plan

C.~pability Issues· LeSe has hired resources to forecast the volume that lS

forecasteC to enter the centers The problem IS that these resources are largely
untested Since volume has nor materialized. one aspect of the project is to
address the volume issue. bur not to wait to be tested ""';th live orders To do tNS.
we must introduce anificial work volume into the centers. to test the theoretical
capacn)' Currently, Martha Jackson has assigned a driver to thJs projeet A
method to implement this project has been designed Action item has gained
momentum and we are on schedute.

J. Training - DeuiJed Write Up:
Selection & Screening- The fundamental sluUs required to already have for
LCSe candid.ues include: vi;)Ual perception of nameslnumberslacronyms,typing
and reading Current screening identities that service representatives should take
the GQT (General Qua.lificatioc.s Test) The SST Job TitiefTest Matrix shows that
the CS·TAP is required to be taken by all candidates and keyboard tests (DEST or
CIT) are also included. The situation that needs to be corrected is that we have
elcrreme varian~ in the skill level o~ ~he candidates while in traming The trairung
was not deslgned to overcome those shortco:rungs The cause IS that some of
rhese tests hAve been optional. and there is a plan is needed :0 remedy thJs
SItuation
Intel"'w1ews will be conducted to select candidates for liNE and complex work at
begmrung of training cycle

Coune Material and Oasses

We panicipated in the enme smgle line reSlce:1t: al .' business traJnlng Dunng that
course we identified improvement opportUru:le~ that should be made in the
deliveCi. course content, testing. modular t:!:~:.1I1S. and seguencini. the actual
traming content The unprovemems identif. ~ ~ . re as follo\lis

The current residentialtbusmess smgle line t· l::'Jng took 4 \Ii~ks and : days to
complete We have wgeted to reduce this :~~nlng cycle to 3 weeks

Lea..rrung cycle ....,1I be accelerated to upgn.: ~~ if content and sequencing



\\ ~ e\pec:t ro reduce mosr or these :::,:,,:e:ables and use the time for remedIal
trainIng

TraInJng questionnaire \o\Illl be Issued to the LeSe representatIves .....ho have tleen
on the floor for ~ weeks since completing rra:nlng The questlonnalre IS deslgned
co pro\1de Identify the areas that need further support on the floor. and were nor
covered In traJrung sessions Skills charts are being developed and mamtained b~

the Managers to Identify for each Individual repre~ntative for remedial training
and on the floor coadung
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EXECUTIVE UPDATE
FINAL REPORT

PHASE I - QUICK RESULTS

Date: May 9, 1997

To: Krista Tillman, Operations Vice President
BellSouth, Interconnection Services

From: James LaRue, Chief of Operations $)
DeWolf!: Boberg and Associatesp'

Project #: 9706

Project: LCSC (Local Carrier Service Center)

• This project involves the LCSCs located in Birming~ AI. and Atlanta, Ga., along
'Nith the service support groups located at the BellSouth Center Atlanta.

• The project was authorized for a 22-week period - to start March 17, 1997 and to
finish August 15, 1997. We have completed the seventh week and this is the final
report for Phase I of the project. For more detail, look at project phases in this write­
up and in the attached "Summary ofFindings and Approach."

• The purpose of the project is to accelerate Operational Readiness. Four key
deliverables of this project include:

Detailed process flows that are validated, tested and measured.
Improved Training process that delivers qualified candidates.

- Define Key Performance Indicators.
- Enhance and install Management Operating System to effectively

manage the Key Performance Indicators.

• The major benefits of this effort are:

- Improved operational efficiency.
Enhanced service & quality to CLECs.

- Assured Operational Readiness to meet end-of-year CLEC forecasts.
Significant ongoing expense reduction.
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Executive Update Continued - Phase I

L PROJECT PHASES

A. Quick Results· Weeks 1 through 7 - Phase I of the project focused on gaining
control of the work and establishing the correct management behaviors I
disciplines.

B. Main Installation· Weeks 8 through 15 - Phase nof the project will focus on
testing the capability of the group, and will tighten the management
routines/systems for controlling performance. Increasing capability towards
theoretical capacity is inclusive ofworking at the right quality and providing
competitive service at the appropriate cost. BellSouth has set a target of3.73
LSR's per employee hour (28 LSRs per day/employee). Theoretical capacity has
been set using managers' estimates calculated to 4.27 LSR's per employee hour
(32 per day/employee). Also, the theoretical capacity is based on the current
volume mix and level of automation. The fundamental barrier to meet the target is
t\1Iofold: the volume input, and the quality of the orders received from CLECs.
Both barriers are not in BellSo~th's control; to stay ahead ofthe requirements we
v.il1 avoid testing the teams' capability through live orders. Therefore, what is
needed is a means to control the work input and the work mix to test performance
(quality, service, and productivity). ''The Hopper" is a process that validates such
capability by having a ready backlog of test orders to supplement the orders
received. The concept of introducing test orders is being developed and installed
to ensure operational capabilities are .:.'~ad of the requirements.

C. Adjust and Follow Up • Weeks 16 through 22 • Phase ill of the project \\fill set
new targets (raising the bar), incorporate new products, perpetuate performance,
and make adjustments as required.

II. PROJECT UPDATE

We are on the Sela week of the project. Phase I is complete. To date, the program
is ahead of schedule. Phise I activities (7 weeks) included most "quick result"
initiatives that began March 17, and have been completed by May 2nd. Currently,
in total, 12 items are in progress, I S items are complet~ there are S items ahead
of schedule in the implementation ofPbase IT, and I item is behind schedule. The
item that is behind schedule is the formalizing of the overall plan. We have an
action plan to complete this item in two weeks; we 'Will complete the detail,
formalize it on paper, and incorpo.ate it into the total project plan. During Phase I,
DB&A approached the implementation of quick results through individual
strategies for each organization affected by the project. There are three areas that
were concentrated on:
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Executive Update Continued - Phase I

1. Operations Organization - With Bill Bolt we are developing the LeSC's
management to gain control of the work by having the managers spend more time
with each employee. This will enable them to get a handle on fundamental
volumes, production numbers, backlogs, current employee skills, and department
capability.

2. Support Organization - With Eddie English we are developing the support
organizations to increase synergy with operations by getting support closer to the
detail, and focusing on those activities that affect performance. Getting closer to
the detail means to give greater emphasis to the hand-off from the support groups
to the operating groups.

3. Training Organization - With Barbara Ayers we are developing the training
organization by upgrading the delivery of the training material.
developing/installingltesting the material covered in training, updating the content
of the presentation, and dramatically shortening the learning cycle for lJ1'.lE and
more complex work.

Ill. Operations Organization - Write up of key details:

A. Improved Control of the Work - Steps have been taken to gain control of
the work. Two of the most significant steps are:

1. Development of process r. ;'vs, with proper methods to complete the
work.

2. Installation of a backlog control to manage work.

All process flows have been detailed and are being tested. Backlog controls were
designed and installed with the front-line supervision to focus on the fundamentals
of running the business (i.e., backlog levels, distribution ofwork, rate of input, and
rate of processing). As a result, the work has been redistributed for better balance
of the workload, resulting in improved response time. The front-line managers
have begun to recognize and act on differences in individual performance (quality,
service. and rate of production) by following up every two hours with every
employee. The data collected on the backlog control is summarized on the
manager's report each day and should be reviewed with the director. A significant
productivity improvement has been demonstrated in Birmingham. Atlanta will
follow as volume picks up.
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Executive Update Continued - Phase I

B. Management Behavior I Disciplines - Roles and Responsibilities were
developed with Bill Bolt and his staff for every employee and management level.
We identified and listed current supervisory activities that were interfering with
performance enhancement. In summary, a manager should spend 6.5 hours per day
(70%+ of his I her day) on the floor with the service representatives. During the
analysis period, 12% of the managers' time was spent with their people. We
estimate at this time that the managers are spending approximately 30% to 35% of
their working hours with their team. The increase in supervisory time is primarily
due to changing the focus of the manager from actually handling the work
(clarifications, difficult orders, etc.) to coaching employees to complete the work
themselves. This expands the managers' effectiveness. Currently, the remainder
of the manager's day is spent on other activities such as administrative work or
other duties required in a start- up operation. To help supervisory contact with
employees new floor plans have been developed placing the service representatives
in a '1) shaped" layout (with the manager in the middle). Tiffany Ray has received
the layout and is preparing for implementation.

IV. Support Organization - Write up of key details:

A. Force Sizing I Forecast Feedback Loop - DB&A along with Jim
Freeman is responsible for developing a Force Sizing Model for the LCSC. The
model is activity-based allovnng for the detennination ofthe resources required to
complete the work. The current version of the model uses management estimates,
which later will be standardized througn observation. The variables associated
with the Force Sizing Model are: volumes (forecasted and actual) by product, level
of mechanization, reasonable expectations, and current productivity levels. The
ability to model different scenarios has been built into the algorithm.

For the shon term, the focus is placed on developing the feedback loop rather than
completing the development of the forecast. Actual LSR volume to forecast is
running about lO-20%~ but the resources BellSouth has applied are on target to
forecast. Testing is required to keep the capability ahead of the actual volumes
coming into the centers. Such capability is being tested by work group and by
product type with the "Hopper" concept.

B. Project Schedule - The goal is to insure operational readiness with the
required processes. systems, organization, measurements. and skilled persoMel tcr
handle/process orders competitively within established service levels. The action
items required for success have been defined forlby the suppon group managers.
The strategy for accelerating the implementation of action item initiatives is to get
suppon closer to the detail of the operation. A staff meeting to review the status
of the project schedule has been implemented. What is needed to bring this item
up to schedule is compliment the detail and to formalize the plan.
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Executive Update Continued - Phase I

C. Capability Issues - LCSC has hired the resources to handle the volume
forecasted to enter the centers. However, the resource capacity is largely untested
since the volume/mix has not materialized. One of the deliverables in the project is
to address the testing capability issue ahead of the actual requirements. The
"Hopper" will test the capacity of the center by introducing artificial work volume
into the center. Progressively testing the theoretical capacity for an expected
work mix will generate real available capability for each team. Currently, Manha
Jackson has been assigned as the driver for this project. A method to implement
this initiative has been designed and is currently under testing. The action items
have gained momentum and we are on schedule to move from a testing mode to
implementation.

V. Training Organization - Write up of key details:

A. Selection & Screening Process - Some of the fundamental skills required
from a potential service representative candidate include: visual perception of
names/numbers/acronyms, typing, and reading. The current screening process
requires potential service representatives to take the GQT (General Qualifications
Test). The BST Job TitlelTest Matrix requires that the CS-TAP is taken by all
candidates, along with keyboard tests (DEST or CIT). What needs correction is
the variance in the skill level of the candidates while in training. The training can
be more effective with more homogeneous groups. Another pan of the skill
variance results from some tests being optional. And yet the variance can be
improved through better planning.

There is a plan in place to remedy variances in the skill level of the candidates. The
training sequence ofthe different types of products should be based on the
individuals previous experience. Further interviews will be conducted to select
candidates for UNE and complex work at the beginning of the training cycle to
properly group candidates with similar strengths. Along this vein, skills chans are
being developed and maintained by the Managers to identify each individual
representative for remedial training and on the floor coaching.
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Executive Updau Continued - Phase I

B. Content of Course Materiall.Dd Testing - We attended the entire single
line residential / business training sessiC'os. During that course we identified
improvement opportunities that should be taken advantage of in the delivery,
testing. modular training. seQuencing. and the actual training content. The current
residentia.l/business single line training took 4.4 weeks to complete. We would like
to reduce this training cycle to 3.0 wee~. Learning cycles will be accelerated due
to upgrades in material content and sequencing of modules. We expect to reduce
most of the training timetables, and use )Ome of the time for testing and remedial
training. The training questioMaire is designed to identify the areas that need
further support from the training organi.z.ation and/or management. We expect the
training cycle for facility based orders to be reduced to one fifth of the current
cycle

, .
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EXECUTIVE UPDATE

PHASE ll- MAIN INSTALLATIONS

Date: July 8, 1997

To: Krista Tillman, Operations Vice President
BeUSou~ IntercoMection Services

From: James LaRue, Chief of Operations
DeWolff, Boberg and Associates

Project #: 9706

Project: LCSC (Local Carrier Service Center)

• This project involves the LCSCs located in Birmingham, Ai and Atlanta, GA, along
with the service support groups located at the BellSouth Center Atlanta.

• The project was authorized for ;i 22-week period - to stan March 17, 1997 and to
finish August 15, 1997. This is the status report forthe end of Phase IT of the project.

• The purpose of this project is to accelerate Operational Readiness. Four key
deliverables of this project include:

Detailed proces,; ~ows that are validated, tested and measured.
Improved Training process that delivers qualified candidates.
Define Key Petformance Indicators.
Enhance and install Management Operating System to
effectively manage the Key Petfonnance Indicators.

• The major benefits of this effort are:

Improved operational efficiency.
Enhanced service & quality to CLECs.
Assured Operational Readiness to meet end-of-year CLECs
forecasts.
Significant ongoing expense reduction.
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L PROJECT PHASES

A. Quick Results· Weeks 1 through 7 - Phase I of the project focused on gaining
control of the work and establishing the correct management behaviors I
disciplines.

B. Main InstallatioD • Weeks 8 through 15 - Phase II of the project focused on
testing the capability of the group, and tightening the management
routines/systems for controlling performance. Increasing capability towards
theoretical capacity is inclusive of working at the right quality and providing
competitive service at the appropriate cost. Theoretical capacity has been set using
managers actual observations calculated to 3.98 LSRs per employee hour (30 per
day/employee). Note; the theoretical capacity is based on the currentv01ume mix
and level of automation. "The Hopper' is a process that validates the center's
capability by having a ready backlog of test orders to supplement the orders
received. The concept of introducing test orders was developed and successfully
installed and is currently being used to ensure operational capabilities are ahead of
the customer requirements. (see current results and capabilities)

C. Adjust aDd Follow Up • Weeks 16 through 22· Phase ill ofthe project will set
new targets (raising the bar), incorporate new products, perpetuate performance,
and make adjustments as required. Also, we expect to continue to make progress
in alleviating fundamental barriers that are not in BellSouth's control. The
fundamental barners are the lack of predictability ofwork volume input, and the
lack of completeness (quality) in the orders received from CLECs. Therefore, the
continued use of The Hopper will be :::~ded until bener forecast from the CLECs
is available. Also, a process needs to be installed to provide feedback to the
CLECs about their level of incompieteflIlcorrect orders. LSRs with incomplete or
erroneous information make it necessary to request for cfarification thus delaying
the processing time and increasing the amount of rework. For example the
percentage of AT&T and Mel LSRs needing clarification the week of June 25th
was 64.6%. The average number of times these LSRs were sent back in order to
complete the processing was 1.7. This high level of clarifications suggest
improvement is required in the CLEC's preperation of the LS~ (Local Service
Request). The amount of time that is required to process an order including
clarification is more than twice what it should take at standard without the rework.
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II. PROJECT UPDATE

We completed the 15111 week of the project on June 2.,u. Phase II is now complete.
To date, the program is ahead of schedule both against schedule and in results. All
of the scheduled items are completed (32 Key items). The remaining 16 activities
in Phase m are in progress and expected to be completed on or ahead of schedule.
For more detail, look at project phases in this 'Write-up and in the attached
"Summary of Findings and Approach."

There are three areas of concentration:

1.

.,..

3.

Operations Organization - Along with Bill Bolt, Tom Moran, and Bill
Thrasher we are developing the LCSC's management to increase the control of the
work by having the managers internalize an employee follow-up routine. This will
enable the managers to shift work where required, identify operating opportunities,
maintain volumes, production numbers, backlog status, current employee skills,
quality and service levels, and department capability.

Support Organization - Along with Eddie English and Diane Chang we
are developing the support organizations to continue to increase synergy \\"ith
operations by aligning the organizations under singular measurable goals.

Training and Development - We are developing a new training
organization that is responsible for the employee's continuous development
process. There are shared responsibilities between the support and operating
organizations for the management of ~:.: process. However, key employees
responsible for continuous development will report directly to the heads of
LCSC's operations and support. This enhancement in training is geared to
further accelerate the preparation and delivery of training material,
developinglinstalling/testing material covered in training, updating the content of
the presentation as enhancements to products are made, and dramatically
shortening the total learning cycle for all employees.
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IT. Operations Organizatioo - Write up of key details: .~
A. Improved Cootro) of the Work

Phase I, (Quick Results)
• Process Flows were developed to define the proper methods to process work

and Backlog Controls were installed to understand and control work volume
levels.

Phase n, (Maio Installatioo)
• Process flows have been validated and tested to ensure quality and accurate

processing. In addition, work instructions have been prepared which provide
step by step instructions for order processing.

• Backlog Controls were enhanced to measure Service, Quality and Cost. Cost
factor is measured as LSRs I Hour. Quality is measured by two methods:
Percent First Time Quality and Service Orders pending on the Questionable
Activity Report. Service indicators are measured by the gross cycle time ofan
LSR and the speed in which Service representatives answer the phone. A
Director's Report has been installed that summarizes the key operating indices
which are reviewed daily by the Center Directors.

• The Order Tracking System has been enhanced to provide greater definition to
the types ofLSRs being processed and the reasons that LSRs are going to
clarification. The Order Tracking System is also providing data on processing
duration and clarification duration.

B. Managemeot Behavior I Disciplitid

Phase I, (Quick Results)
• ~anagement Roles and Responsibilities were defined and work area layouts

were designed.

Phase n, (MaiD Installatioo)
• The percent oftime that the Managers spend with the team members continues

to increase. The supervisory time has mcreased from 12% of the manager's
day, measured during the Analysis; to 30% at the end ofPhase I, to about 65%
currently. This increased supervision bas improved first time quality and
service demonstrated by a reduction in escalation's by as much as V2 at the
AVP level.

• A Continuous Development Process has been developed to highlight and
address employee training and!or skill deficiencies.

• The new floor layouts are implemented into the 14th floor, in Binningham.
where the LCSe operations will move August 17th. In Atlanta, a new work
area layout has been implemented for some employees, the remainder are
awaiting a decision about a possible relocation of the operation.
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C. Quality, Service and Labor Utilization

In Phase I, (Quick ResultJ)
• The Hopper was developed, preliminary work estimates were developed and

an approach to measure quality and service was established.

Phase fi, (Main Installation)
• The Hopper has been installed and is being used as a work simulation to

evaluate Service Representative performance (Quality and Productivity)
capabilities, and as a supplement to the workload to enable the managers to
meet performance expectations.

• Work to Time Relationships (RE's) have been established for each activity that
the LCSC currently performs.

• Quality measures have been established and will be measured by Service
Representative. There will be two quality measures, First Time Quality and
Orders Pending on the Questionable Activity Report. First Time Quality will
measure the ability of the Service Representative to process an order, error
free. Orders Pending on the Questionable Activity Report will ensure that
orders are cleared on a timely basis when and if they have errors. Reformatting
of the Questionable Activity Report is complete.

• Service measures have been established: (See Service Indicators Chan)
Order processing duration is measured in hours from the point of
receipt to finn order commitment time (FOC). In May average
duration was 56.9 hours. First week ofJuly average duration 30.9
hours, a 46% improvement.
Percent of LSRs processed within 48 hours in May was 50%, the
first week of July was 76%, a 52% improvement.
Percent of calls answered within 16 seconds is about 90%. Trend
from May through June has 5% improvement trend.
Percent of calls abandoned is about 17%. Trend from May through
Iune has a 23% improvement trend.

• The Service indicators demonstrate a significant improvement and are currently
meeting reasonable e'Cpectations. In Phase ill new targets will be established.

• Productivity has improved 74% since first two weeks ofProject, as measured
in LSRs processed per hour. (See Three Pan Graph - LSRs Per Hour)

• When measured by sacs orders generated, the Productivity improvement is
94%. (See Three Part Graph - SOCS Orders Per Hour)

• From March 23rd through July 6th, SOCS orders generated has increased at a
rate of 12% per week.. (See SOCS Orders Generated Graph)
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IV Support Organization

A. Force Sizing I Forecast Feedback Loop

In Phase 1, (Quick Results)
• An activity based force-sizing model was developed.

Phase n, (Main Installation)
• Defined and began tracking key forecast indicators by Resale, UNE and

Complex.
• Changes made to Order Tracking System to provide more definition to types

of LSRs being processed.

B. Project Schedule

In Phase I, (Quick Results)
• Defined what a Project Schedule should be, developed format and defined Key

events.

Phase n, (~fain Installation)
• Project Schedule developed v.ith appropriate level of detailed activities to

focus the actions of the support organization and better insure they are
working on the appropriate items.

• Schedule dates have been developed to better communicate expectations and
priorities.

• Structured weekly staff meetings have been installed Vw'ith status reports and
status to schedule. It also gives them the ability to get assistance on items that
may be in danger of missing scheduled due dates.

C. Capabilities

In Phase I, (Quick Results)
• The Hopper concept was developed to enable anificial work to be input in

order to test capabilities.

Phase n, (Main Installation)
• The Hopper has been installed into the LCSC operations-and has provided the

ability to not only tests the depanmental theoretical capabilities but also the
individual Service Representative capabilities.

• Current staffing and demonstrated performance place the LeSC capabilities at
2065 LSRs per day. In the month ofJune, 23% of the work force was either in
training, absent or on vacation, therefore the true tested capability of 1590
LSRs per day is more thaD twice tbe current level of work seDt iD by tbe
CLECs. (See Capacity Graph)
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